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EXECUTIVE SUMMARY

Inan April 1999 report titled, Air Traffic Control — FAA’s Moder nization Investment
Management Approach Could Be Strengthened (GAO/RCED/AIMD-99-88), the Generdl
Accounting Office (GAO) recommended that the Federal Aviation Administration (FAA)
initiate post-implementation reviews (PIRs) on its acquisition programs. A PIR isan
evaluation tool to improve the overall planning and acquisition process for major
acquisition investments by comparing estimated versus actual results for acquisition
programs or projects and determining opportunities for improvement both to the planning
and acquisition process and to programs or projects based on lessons learned. The
objectives of aPIR are (1) to identify whether the asset is performing as planned, (2) to
ensure continual improvement of an agency’s capital programming process based on
lessons learned, and (3) to minimize the risk of repeating past mistakes. The FAA agreed
with GAO’ s recommendation to implement a PIR process.

In keeping with this agreement, the Integrated Product Leadership Team (IPLT) asked
the National Airspace System (NAS) Configuration Management and Eval uation Staff
(ACM) to conduct a study and outline an approach for performing PIRs at the FAA. The
results of that study form the basis for this report.

Four Segmentsto the PIR Development Process

We identified four crucial segments to developing a standard method for conducting
PIRs. These four segments must be developed sequentially and incorporated into the
FAA Acquisition System Tool set (FAST).

The first task in creating a standard method for conducting PIRs isto identify the
organization that will be responsible for leading the PIR assessments. The task of
identifying that organization will fall to the management teams from Air Traffic Services
(ATS) and Research and Acquisitions (ARA). Inthisreport, we refer to that organization
asthe PIR Staff Office. It will be this PIR Staff Office that will be responsible for
leading the effort to devel op a standard method for conducting PIRs during all four
segments.

Segment A: Defining the agency PIR policy

The PIR Staff Office should lead a sub-group to define the agency PIR policy. The
group should include subject-matter expertsin the area of policy formulation. It
should also include representation from the Acquisition System Advisory Group
(ASAG). Thissub-group must be able to mesh the policy regarding PIRs with other
policies already in effect at the agency.




To assist this effort, we have identified ten significant factors to consider when
defining the agency PIR policy. These factors include such issues as determining
when an acquisition will be subject to a PIR, when awaiver may be permitted, and
when the PIR will be initiated, as well as what elements will be measured in the PIR
assessment. We have provided substantial details on each of the ten areas identified.
This detail and discussion is shown in Appendix A.

Segment B: Developing a process for conducting PIRs

The PIR Staff Office should lead a sub-group designated to devel op the process.
This group needs to include subject-matter expertsin the areas of investment
analysis and solution implementation. This sub-group should include members of
Integrated Product Teams (IPTs) and Product Teams (PTs), Investment Analysis
team leads, and members from organizations that maintain and operate the systems
or equipment that has been acquired and installed.

To assist this sub-group, we have broken the PIR process down into three phases:
Planning the PIR, Conducting the PIR Assessment, and Reporting and Feedback
Loop. We have identified the activities that should be conducted during each of
these phases. In addition, we have mapped the phases of the PIR to the phases of the
Acquisition Management System (AMYS).

In Appendix B, we have provided the detail necessary for the sub-group to develop a
comprehensive PIR process. In addition, we have offered a sample framework for a
PIR process, formatted to incorporate directly into the FAST, in Appendix C.

Segment C: Establishing standard operating procedures for conducting PIRs

The PIR Staff Office should lead the effort to establish standard operating
procedures for conducting PIRs. The PIR procedures should follow the same three
phases as the PIR process and should be closely aligned with the stepsin the PIR
process. In Appendix D, we have listed a series of activities that could be
considered for inclusion in the PIR procedures. Once the procedures are established,
they should be documented in awritten manual so that everyone involved in
conducting PIRs will know what is expected during each phase of the PIR.

Segment D: Evaluating and revising the PIR process and procedur es based on the
effectiveness of PIRs conducted.

The PIR Staff Office will lead the effort to evaluate the effectiveness of the PIR
process and procedures. Working with members of the organizationsinvolved in the
planning, conducting and reporting phases of the PIR, the PIR Staff Office should
identify solutions for problems that occur during the PIR phases. Recommended
changesto the policy, process or procedures should be forwarded to the Joint
Resources Council (JRC), IPLT, or the ASAG, as appropriate, for consideration.
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|. INTRODUCTION

A. Background

Intended Purpose and Definition of PIRs

A Post-Implementation Review (PIR) is an evaluation of an acquisition program or
project after the system or equipment acquired has been fielded. The PIR assessment is
accomplished by comparing actual results to estimated results for baseline parameters
established early in the acquisition lifecycle. These baseline parametersinclude, but are
not limited to, cost, schedule, performance, and mission improvement outcomes.
(Mission improvement outcomes are commonly referred to as * benefits.”)

The Federa Aviation Administration (FAA) aready has processes in place to track
certain baseline parameters under the agency’ s Acquisition Management System (AMS).
In fact, Acquisition Program Baselines (APBS) are routinely used as the basis upon which
to track the estimated cost, schedule, performance, and benefits for acquisitions. The
agency tracks variances to these established baselines. These tracking results are
reported in the Simplified Program Information Reporting and Evaluation (SPIRE)
database. While tracking these baselines can become part of the PIR assessment, this
tracking does not, in and of itself, replace the PIR.

The PIR is abroader look at acquisition investment results. The PIR isdesigned as a
diagnostic tool to evaluate the overall effectiveness of the agency’ s approach to managing
major acquisition investments through its capital planning and acquisition process. The
AMS isthe process by which the FAA implementsiits capital planning and acquisition
activities.

For the purposes of the PIR, major acquisitions are defined as capital assets that require
special management attention. This attention may be required because of the importance
of the asset to the agency mission; high development, operating, or maintenance Costs;
high risk; high return; or the significance played in the administration of agency
programs, finances, property, or other resources. The primary objectives of aPIR are (1)
to identify whether these major acquisition investment assets are performing as planned,
(2) to ensure continual improvement of the agency’ s overall capital planning and
acquisition process implemented through the AMS, and (3) to minimize therisk of
repeating past mistakes.

There are three fundamental phasesin any capital planning and acquisition process for
managing major acquisition investments: (1) selection phase, (2) control phase, and (3)
evaluation phase. The AMS, which isthe agency’ s structured investment management
approach, provides policies, procedures, and reporting requirements for the selection and
control phases. The AMS also provides some guidance for the evaluation phase, but does
not yet include a PIR process. The PIR, which will become part of the AMS, falls under
the evaluation phase.



Table 1 shows how the AM S accomplishes the phases of the overall planning and
acquisition process, and where the PIR fits within the AMS.

Table 1: The AMSand PIR within the Planning and Acquisition Process Phases

Planning and Planning and Planning and
Acquisition Process |—®| Acquisition Process —»| Acquisition Process
Selection Phase Control Phase Evaluation Phase
The AMS Mission The AMS Solution The AMS In-Service
Analysis Implementation Management
The AMS Investment Post Implementation
Analysis Review
The AMS Service Life
Extension

The actual PIR assessment does not occur until the evaluation phase, but planning for the
PIR occurs as early as Investment Analysis during the selection phase. Metrics, data, and
documents for the PIR are collected as the acquisition program or project progresses
through Investment Analysis and Solution Implementation in the selection and control
phases. The PIR assessment, itself, is conducted when the acquisition moves into In-
Service Management under the evaluation phase.

The primary intent of the PIR is to validate the agency’ s acquisition investment decisions
and to provide opportunities to improve future decisions by making improvements in the
acquisition activities performed in the selection and control phases. Sincethe PIR is
accomplished by comparing estimated versus actual results for individual acquisition
programs or projects, opportunities for improvement may be identified for the programs
or projects themselves, aswell asfor the overall capital planning and acquisition process.
Recognizing this dual purpose, we have developed the following definition of PIR for the
FAA:

“An evaluation tool to improve the agency’ s overall capital planning
and acquisition process for major acquisition investments by
comparing estimated versus actual results for acquisition programs or
projects and determining opportunities for improvement both to the
planning and acquisition process and to programs or projects based on
lessons learned.”

Standardized PIRs in the FAA
Although some elements of a PIR assessment are being tracked under the AMS aready,
the FAA has not established aformal, standardized method for conducting PIRs. The
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Genera Accounting Office (GAO) evaluated the FAA’s capital planning and acquisition
process for major acquisition investmentsin an April 1999 report titled Air Traffic
Control -- FAA’'s Moder nization Investment Management Approach Could Be
Srengthened (GAO/RCED/AIMD-99-88). In that report, the GAO recommended that the
FAA initiate post-implementation reviews for programs or projects within 3 to 12 months
of deployment or cancellation to compare the completed projects’ cost, schedule,
performance, and mission improvement outcomes with the original estimates. The FAA
agreed with this recommendation.

As part of the agency’ s effort to implement this recommendation, the FAA’s Integrated
Product Leadership Team (IPLT) asked the Nationa Airspace System (NAS)
Configuration Management and Evaluation Staff (ACM) to conduct a study and outline
an approach for performing PIRs at the FAA. The results of that study, and the
information provided in this report, will assist the agency in developing a standard
method for conducting PIRs.

B. Objectives of this Review

The objective of thisreview wasto identify an approach for developing a standard
method for conducting PIRs at the FAA. Our focus was on offering a flexible approach
that would fit within the AMS and would allow options within a general framework of a
standard method for conducting PIRs.

C. Scope of this Review
We directed our efforts toward identifying a standard method for conducting PIRs that
would fit within the AM S framework aready in place.

D. Summary of the M ethodology used in Conducting this Review
In order to identify a reasonable approach for the FAA to use in developing PIR policy,
process, and procedures, we conducted the following research and analyses:

1) We established an approach for conducting PIRs based on the best practices of other
government agencies, private industry, and academic organizations.

In accomplishing this step, we identified other agencies with PIR policiesin
place. Wereviewed their related policy and guidance documents. We also
reviewed data from private industry and academic organizations, including a
benchmarking study from the American Productivity and Quality Center’s
Institute for Education Best Practices. We reviewed laws, regulations, and
guidance pertaining to PIRs from GAO and the Office of Management and
Budget (OMB). Using the data collected from these various sources, we
established a generalized approach for conducting PIRS.

2) We documented PIR practices currently in place at the FAA.
We contacted FAA managers of programs reported on in the SPIRE database.
We identified those programs that had PIR-related activities already in place. We
also identified those programs with plansin place to conduct PIR activitiesin the
future. Based on interviews with Integrated Product Team (IPT) members from
3



those programs, we documented the PIR activities currently being conducted at
the FAA.

3) Weidentified processes within the AMSthat could be used in conducting PIRs.
In addition to conducting interviews with IPT members, we interviewed 19
individuals from 11 different functional areas and working groups within the FAA
to gain insight into the steps that would be needed for a successful PIR process.

4) We identified an approach for developing a standardized PIR process.
We matched current and recommended PIR practices identified from FAA
interviews in items (2) and (3) above to PIR processes identified from research in
item (1) above. From this match, we designed an approach for developing a
standardized PIR process. Sincethe AMSisapart of the FAA acquisition system
toolset (FAST), we reviewed FAA policies and processes captured in the FAST to
blend the recommended approach for a PIR process with the AMS already in
place.

5) We verified the feasibility of the approach identified with FAA personnel familiar
with the PIR effort.

We forwarded for comment an outline of the recommended approach to 35 FAA
personnel and support contractors. Thelist of selected reviewers included
individuals previoudy interviewed and members of the IPLT and Acquisition
System Advisory Group (ASAG) who had not been contacted previously. Many
reviewers forwarded the outline to others and collected comments from them. We
conducted additional interviews with several of the reviewersto ensure we
understood their comments, suggestions, and concerns. We incorporated their
comments into the recommended approach, revising steps as appropriate.

A detailed methodology section isincluded in Appendix E.



II. RESULTS

The results of this review and the information collected herein will assist the agency in
developing a standard method for conducting PIRs. Developing this standard method
involves four distinct segments, to be completed in sequence. These four segments are
(a) defining the agency PIR policy, (b) developing the processto be followed in
conducting PIRSs, (c) establishing standard operating procedures for conducting PIRs, and
(d) evaluating and revising the process and procedures based on the effectiveness of
actual PIRs conducted. Table 2 shows these four segments and the sequence in which
they should be compl eted.

Table 2: PIR Development Flow Chart

A. Define B. Develop C. Establish D. Evaluate
agency PIR process for standard and revise PIR
policy. conducting operating process and
PIRs. procedures for procedures
conducting based on
PIRs. effectiveness
of PIRs
conducted.

Before a standard method for conducting PIRs can be developed in the FAA, the agency
needs to defineits PIR policy and incorporate that policy into the AMS. From there, a
process can be developed. Once the processis developed, it should be documented and
included in the FAST. After the processis developed, standard operating procedures for
conducting the PIRs can be established. At that point, PIRs can be conducted in the
agency. Based on the effectiveness of the PIRs conducted, the PIR process and
procedures should be evaluated and revised as necessary.

In this report, we have provided an approach for completing each of the four segments
that must be addressed in developing a standard method for conducting PIRs. In
addition, appendices providing the detail necessary to accomplish the first three segments
are attached to thisreport. Because the fourth segment will be based on decisions made
during the PIR assessment, we did not attempt to provide specific details for this
segment.

The first task in creating a standard method for conducting PIRs isto identify the
organization that will be responsible for leading the PIR assessments. The task of
identifying that organization will fall to the management teams from Air Traffic Services
(ATS) and Research and Acquisitions (ARA). In thisreport, we refer to that organization
asthe PIR Staff Office. It will be this PIR Staff Office that will be responsible for
leading the effort to devel op a standard method for conducting PIRs during all four
segments.

(A) Define Agency PIR Palicy




The PIR Staff Office should be responsible for forming and leading a cross functional
sub-group that would define the agency PIR policy. The group should include subject-
matter experts, some having experience in the various phases of the AMS and othersin
the area of policy formulation. It should also include representation from the Acquisition
System Advisory Group (ASAG). This sub-group must be able to mesh the policy
regarding PIRs with other policies aready in effect at the agency.

We have identified ten significant factors to consider when defining the agency PIR
policy. Thoseten factors are:

(1) thepurpose of the PIR,
(2) the scope of applicability of the PIR policy,
(3) thelevel of independence required in conducting the PIR assessment,

(4) therolesand responsibilities of organizations expected to produce
documentation in support of the PIR,

(5) thecriteriafor aninitial determination of whether or not an acquisition will
be subject to aPIR,

(6) thecriteriafor subsequent determinations of whether or not an acquisition
will be subject to aPIR,

(7) theorganization that will be responsible for identifying those acquisitions
that will be subject to aPIR,

(8) whether or not awaiver will be permitted, and, if so, the actions needed for
those acquisition programs or projects to request awaiver,

(9 therange of time within which the PIR assessment should be initiated, and
(10) the basic parameters or elements that will be measured in the PIR.

Appendix A provides the detail needed to define the agency PIR policy.

(B) Develop Processfor Conducting PIRs

The PIR Staff Office should be responsible for forming and leading a cross functional
sub-group designated to develop the process. This group needs to include subject-matter
expertsin the areas of investment analysis and solution implementation. This sub-group
should include members of Integrated Product Teams (IPTs) and Product Teams (PTs),
Investment Analysis team leads, and members from organizations that maintain and
operate the systems or equipment that has been acquired and installed.

There are three phases to the PIR process: (1) planning the PIR, (2) conducting the PIR
assessment, and (3) reporting and feedback of information collected during the PIR
assessment.

In identifying an approach for developing the PIR process, we mapped these three phases
to the AMS process. Planning the PIR begins during Investment Analysis. Planning and
preparing to conduct the PIR assessment continues as data and documents are collected
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through Solution Implementation. Conducting the PIR assessment occurs during In-
Service Management. Reporting and feedback, which follows the PIR assessment, also
occurs during In-Service Management.

In Appendix B, we have provided the detail for a general approach for developing a
PIR process. The approach we recommend fits within the AM S process and provides
enough flexibility to accommodate various acquisition programs or project types. In
Appendix C, we have presented a sample framework for a standardized process that
could be used for conducting PIR assessments in the FAA.

(C) _Establish Standard Operating Proceduresfor Conducting PIRs

Once the PIR policy has been defined and the process developed, a set of standard
operating procedures for conducting PIRs should be established. The procedures will
describe the specific activities to be performed in conducting PIRs. These procedures
will follow the same three phases as the PIR process: (1) planning the PIR, (2)
conducting the PIR assessment, and (3) reporting and feedback of information collected
during the PIR assessment. The PIR Staff Office will be responsible for developing these
standard operating procedures.

Appendix D provides the detail for the PIR Staff Office to use in establishing standard
operating procedures for PIRs.

(D) Evaluate and Review PIR Process and Procedures

Based on the Effectiveness of PIRs Conducted
The PIR process and procedures should be evaluated and revised, as necessary, to
increase the value of PIRsin improving the overall planning and acquisition process for
the agency’ s mgjor acquisition investment decisions. These reviews should be conducted
after one or more PIRs have been completed.

The PIR Staff Office should work with members of the acquisition, operation and
maintenance organizations to find solutions for problems that occur during the planning,
conducting, or reporting phases of the PIR. This evaluation should focus on identifying
opportunities for improvement in the PIR process and procedures.

Recommended changes to the policy or process based on this evaluation should be
forwarded to the Joint Resources Council (JRC), IPLT, or ASAG, as appropriate, for
consideration.

(E) Next Stepsin Developing a Standard M ethod for Conducting PIRs

The approach we have outlined for developing the formal PIR policy, a standardized
process, and a set of PIR procedures requires the interaction of several teams within the
agency. To clarify the roles of each team in the development of these PIR areas, we have
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identified the next steps to be performed and have suggested the responsible party for
each step. These steps are listed in the order in which they should be accomplished.
Table 3 summarizes these next steps.



Table 3: Summary of Proposed Next Actions

What action should be taken

Suggested responsible party

Define Agency PIR Policy
(see Appendix A)

The management teams from Air Traffic Services

1 | Designate or establisn an organization to be (ATS) and Research and Acquisitions (ARA) --
responsible for conducting PIRs and ensure based on recommendations from the IPLT.
adequate resources to accomplish PIR
responsibilities. (PIR Staff Office)

2 | Develop the PIR policy. Sub-group led by the PIR Staff Office identified in

step (1) above.

3 | Forward PIR policy to the ASAG for FAA Sub-group identified in step (2) above.
Administrator approval.

4 | Incorporate approved PIR policy into the AMS. ASAG
Develop PIR Process
(see Appendices B and C)

5 | Identify sub-group to develop PIR process. PIR Staff Office designated in step (1) above.

6 | Develop PIR process and develop templates for Sub-group identified in (5) above.

FAST.

7 | Incorporate PIR process and templatesinto the ASAG

AMSand FAST.

Establish PIR Procedures

(see Appendix D)

Develop agency PIR standard operating PIR Staff Office designated in step (1) above.

9 | procedures.

10 | Document PIR standard operating proceduresina | PIR Staff Office designated in step (1) above.
written handbook.

11 | Incorporate standard operating proceduresintothe | ASAG

FAST

We have provided details for accomplishing each of these three segments in the appendices
to thisreport. Appendix A provides the details necessary for defining the agency PIR
policy. Appendix B provides the detail for developing a PIR process. In addition, we have
presented a sample framework for a standardized PIR processin Appendix C. Appendix D
lists procedures that could be considered under each phase of the PIR process.




Appendix A:
Define Agency PIR Policy

Agency PIR policy should be defined by a sub-group identified and lead by the PIR Staff
Office. This sub-group should develop the PIR policy, obtain approval of the PIR policy
from the FAA Administrator by forwarding it to the ASAG for inclusion in the AMS.
Appendix A provides the information needed for the sub-group to define the PIR policy.

Policy

“Policy” provides the top-level direction for decision-makers. The agency PIR policy
will provide the broad requirement to perform PIRs and will set the tone for the level of
independence expected in the PIR review. It will also enable managers to know whether
or not the PIR requirement applies to specific programs under their control.

Significant Factors

Weidentified ten significant factorsto be considered when defining the agency PIR
policy. These factorsinclude (1) the purpose of the PIR, (2) the scope of applicability of
the PIR policy, (3) the level of independence required in conducting the PIR assessment,
(4) the roles and responsibilities of organizations expected to produce documentation in
support of the PIR, (5) the criteriafor aninitial determination of whether or not an
acquisition will be subject to aPPIR, (6) the criteriafor subsequent determinations of
whether or not an acquisition will be subject to aPPIR, (7) the organization that will be
responsible for identifying those acquisitions that will be subject to aPIR, (8) whether or
not awaiver will be permitted, and, if so, the actions needed for those acquisition
programs or projects to request awaiver, (9) the range of time within which the PIR
assessment should be initiated, and (10) the basic parameters or elements that will be
measured in the PIR

(1) Purpose of the PIR.
A PIR isintended to be an evaluation tool to improve the agency’ s capital planning
and acquisition process. The PIR is accomplished by comparing estimated versus
actual results for acquisition programs or projects, then determining opportunities for
improvement both to the capital planning and acquisition process and to programs or
projects based on lessons learned. The ultimate goal of the PIR is to provide an
opportunity for the agency to improve the overall quality of future investment
decisions.

The primary objectives of the PIR are (1) to identify whether the acquired system or
equipment is performing as planned, (2) to ensure continual improvement of the
agency’s overall capital planning and acquisition process, which isimplemented
through the AMSS, and (3) to minimize the risk of repeating past mistakes.

(2) Scope and applicability of the PIR palicy.
PIRs are required for all major capital acquisitions. The FAA has not defined the
parameters for amajor capital acquisition. For the purposes of the PIR, major

10



acquisitions are defined as capital assets that require special management attention.
This attention may be required because of the importance of the asset to the agency
mission; high development, operating, or maintenance costs; high risk; high return; or
the significance played in the administration of agency programs, finances, property,
or other resources.

The PIR policy must apply to maor acquisitions. It should be broad enough to apply
to full systems and services within the NAS architecture, as well asto individual
acquisition programs and projects.

The PIR policy should be designed to apply to new acquisition programs or projects
that have not yet reached the investment decision point in the acquisition lifecycle.
Although activities from the PIR process may be applied to acquisitions in different
phases of the lifecycle, significant elements of the PIR need to be planned prior to the
investment decision. In addition, data must be documented and collected throughout
the Investment Analysis and Solution Implementation phases of the AMS. Once an
acquisition reaches the In-Service Management phase, the opportunity to plan the PIR
and collect meaningful data may be limited.

(3) Level of independence required in conducting the PIR assessment.
To be creditable, a PIR should be an independent assessment. The actual or
perceived level of independence may impact the results of the PIR, the benefits
derived from the PIR, and the credibility of the agency in reporting PIR resultsto
Congress and the public.

To preserve independence, the PIR Staff Office should not report directly to an
organization or office that has primary responsibility for the selection and control
phases of the capital planning and acquisition process. Inthe AMS, those phases are
the Mission Analysis phase, Investment Analysis phase, and Solution Implementation
phase. The PIR Staff Office will need to have the authority to review acquisition
programs and projects across all lines of business and organizations.

In addition, the policy should identify the level of management to which the PIR Staff
Office will address the results of the PIR assessment.

(4) Roles and responsibilities of organizations producing supporting documentation
The value of the PIR assessment will betied to the accuracy and compl eteness of
supporting documentation used in the PIR analysis. These supporting documents will
be produced by avariety of organizations across different lines of business
throughout the acquisition lifecycle. It isimportant that these organizations
understand their roles in the PIR process and recognize their responsibilitiesin the
development of accurate and complete supporting documentation.

(5) Criteria for theinitial determination of whether or not an acquisition will be subject
toaPIR
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Not every acquisition may be a candidate for a PIR. The team defining the PIR
policy should consider what criteriawill be used to determine which acquisitions will
be subject to aPIR. Criteria could be stratified, based on (1) the dollar threshold for
the acquisition investment, (2) public interest in the acquisition, and (3) the level of
risk associated with meeting the critical parameters identified for the acquisition.

Dollar threshold

Criteria could be based on a dollar threshold for the acquisition investment. For
example, criteria could include (a) the total lifecycle cost for a group of
interdependent systems designed to provide a complete service within the NAS
architecture, (b) the lifecycle cost for individual acquisition programs or projects, or
(c) theratio of the investment needed for the software development portion of
software intensive acquisitions compared to the total acquisition cost. The dollar
amounts in each group would need to be determined.

Public interest

Criteria could be based on the visibility of the program or project and the public
interest surrounding the acquisition. For example, criteria could include the level to
which an acquisition program or project (a) ismission critical or (b) has captured the
public interest and isfollowed in the news or in Congress. Criteriamight also be
established to include acquisitions that (c) are part of a pilot program or (d) are
designated for an Independent Operational Test and Evaluation (IOT&E) since these
activities are mission critical and tend to bring the acquisition to the attention of the
public and Congress.
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Level of Risk

Criteria could be based on the level of risk associated with meeting the critical
parameters identified in the Investment Anaysis Report and the APB. For example,
criteria could include the level or risk associated with (&) breaching the JRC-approved
baselined lifecycle cost of the acquisition, (b) adhering to the planned schedule, ()
achieving the performance goals, (d) realizing the expected benefits, and () gaining
user acceptance.

Examples of flow charts for the stratified criteria are shown in Tables 4 through 6 on
the following pages.
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Table 4: Sample Flow Chart to I dentify Acquisitions Subject toaPIR

Based on Dollar Threshold

Total servicelifecycle cost:
Do the total estimated lifecycle
costs for agroup of
interdependent systems Yes
designed to provide a complete
service within the NAS
architectureexceed $
million?

No

Individual acquisition cost:
Do the estimated capital asset Yes > Plan to conduct a
lifecycle costs for this program PIR
or projectexceed$  million?

No

Softwar e development ratio:
Does the percentage of costs
needed for software Yes
development exceed % of
the total estimated acquisition
cost for this program or project?

No

Goto Table 5 and review criteria
for “Public I nterest”
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Table5: Sample Flow Chart to I dentify Acquisitions Subject toaPIR

Based on Public I nterest

Mission critical:
Is the acquisition of critical Yes
importance in accomplishing
the agency’ s mission?

No

Public visibility:
Is the program or project of Yes
high interest to the NAS user,
flying public, and/or Congress?

Plan to conduct a
No PIR

Pilot program:

Is the acquisition part of apilot Yes
program?
No
IOT&E:
Isthe acquisition designated for an Yes
IOT&E?
No

Go to Table 6 and review criteria
for “Level of Risk”
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Table 6: Sample Flow Chart to I dentify Acquisitions Subject toaPIR

Based on L evel of Risk

Projected cost:
Isthe level of risk associated
with breaching the JRC-
approved baselined lifecyle
cost greater than _~ ?

Yes

oy

Planned schedule:
Isthe level of risk associated
with adhering to the planned
schedule greater than _~ ?

Yes

o

Performance goal:
Isthe level of risk associated
with achieving the defined
performance goals greater
than 2

Yes

"

Expected benefits:
Isthe level of risk associated
with realizing the expected
benefits greater than __ ?

Yes

Plan to conduct a
PIR

oy

User acceptance:
Isthe level of risk associated
with gaining user acceptance
greaterthan __ ?

Yes

oy

PIR not required
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Other criteria could also be considered, such as the benefit-to-cost ratio, the level of
risk associated with arapidly changing technology, the risk associated with future
personnel skill mix requirements, and labor union issues that might affect cost,
schedule, or user acceptance.

(6) Criteria for subsequent deter minations of whether or not an acquisition will be
subject to a PIR.
An acquisition that does not meet any of the criteriato require aPIR at the initia
analysis may meet that criteriaat alater point in the acquisition lifecycle. If, at any
point during the lifecycle, the acquisition meets the established criteria making it
subject to aPIR, the PIR Staff Office should be notified and that acquisition should
be designated for aPIR.

There are events that may occur during the Solution Implementation phase that
should automatically trigger areview to determine whether a PIR will be required.
For some events, the acquisition will need to be reevaluated against theinitial criteria
to determine whether or not an acquisition that was not previously designated for a
PIR isnow subject to aPIR. Other events will automatically lead to a PIR because of
the high visibility or public interest.

Reevaluate Against Initial Criteria

There are certain events that may cause an acquisition not designated for a PIR to be
reevaluated against the initial criteria. For example, variancesto the APB and
activities in support of preplanned product improvements (P3l) or technical refresh
may change the data on which theinitial investment determination was made.

Variances to the APB. Acquisition programs or projects that report variances to their
baselines should be reconsidered for a PIR assessment. APBs are routinely used to
track a program’ s cost, schedule, performance, and benefits variances. These
tracking results are reported in the SPIRE database. If aprogram or project that has
not been designated for a PIR reports variances to the APB, that acquisition should be
reevaluated against the PIR criteria. Variances may indicate that the level of risk was
not accurately captured when the acquisition was initially evaluated against the
criteria. It isalso possible that changes in the cost baseline may have moved the
acquisition above dollar thresholds identified in the criteria.

P3l and Technical Refresh. In addition, when a program or project not designated for
aPIR begins activity on P3l or technical refresh, the acquisition should be reviewed
against theinitial criteriato determine whether new data will subject the acquisition
toaPIR.

Table 7 shows a sample flow chart identifying events that trigger are-evaluation.
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Table 7: Sample Flow Chart to I dentify Events Triggering PIR Reconsideration

Based on Activities during Solution | mplementation

Variance reported in SPIRE -

Reevaluate against initial PIR
criteria

Activity begins on Preplanned
Product Improvements (P3I)

Automatically RequireaPIR
Additional criteriamay be established to require a PIR when certain events that occur
during Solution Implementation bring the acquisition to public attention.

Reportsto Congress. Whenever events related to the acquisition must be reported to
Congress, aPIR should be required. For example, a PIR should be required for
acquisition programs or projects that breach their baselines. Public Law 104-264
requires certain actions by the FAA Administrator whenever an acquisition program
initiated after November 1996 breaches its baseline. Specifically the FAA
Administrator shall terminate that program if it is more than 50 percent over cost or
more than 50 percent behind schedule as determined by the cost and schedule goals
established for the program. Thereis an exception in the law in which the FAA
Administrator has the authority to continue an acquisition program if that termination
would be inconsistent with the development or operation of the national air
transportation system in a safe and efficient manner. The FAA Administrator must
explain to Congress why a program that has breached its cost or schedule baseline by
more than 50 percent is not being canceled. 1n addition, this public law states that the
FAA Administrator shall consider terminating any substantial acquisition program
that is more than 10 percent over cost or more than 10 percent behind schedule.
Since breaching the baseline is a matt